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Task Force MissionTask Force Mission----
explore ways to:explore ways to:

Reduce costsReduce costs

Reduce timeReduce time

Improve Improve ““ProgramProgram”” predictabilitypredictability

Share ideas and lessons learned Share ideas and lessons learned 

Improve public perceptions Improve public perceptions 
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Project Delivery ImprovementsProject Delivery Improvements

•• Past Change RecommendationsPast Change Recommendations

•• Current Change RecommendationsCurrent Change Recommendations
–– Expand Construction Administration Expertise Expand Construction Administration Expertise 

and Capacityand Capacity

–– Establish a Project Definition PhaseEstablish a Project Definition Phase

–– Resource Agencies and the EIS processResource Agencies and the EIS process

–– Standard Specifications AlignmentStandard Specifications Alignment
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Work Session FormatWork Session Format

•• Introduction to ChangeIntroduction to Change

•• Proposed Change RecommendationsProposed Change Recommendations
–– The Problem (Opportunity)The Problem (Opportunity)

–– Change Recommendation (s)Change Recommendation (s)

–– Making Change HappenMaking Change Happen——Benefits and Benefits and 
StakeholdersStakeholders

•• Group feedback/comment on ChangeGroup feedback/comment on Change

•• Other Project Delivery Other Project Delivery ““Change TopicsChange Topics””
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Change Recommendation:Change Recommendation:

Expand Construction Administration Expand Construction Administration 
Expertise and CapacityExpertise and Capacity

Explore and implement Explore and implement NEWNEW ways to ways to 
leverage and expand WSDOT leverage and expand WSDOT 
Construction Administration (CA) Construction Administration (CA) 
expertise and capacity to serve its rapidly expertise and capacity to serve its rapidly 
increasing construction program and increasing construction program and 
expectations.expectations.
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The Problem? The Problem? ––the opportunity!the opportunity!

The ProblemThe Problem (Opportunity):(Opportunity):
Shrinking WSDOT Construction Shrinking WSDOT Construction 
Administration (CA) and related resources Administration (CA) and related resources 
(capacity, experience, and expertise) ,(capacity, experience, and expertise) ,
WSDOTWSDOT’’s construction program is increasing s construction program is increasing 
at an unprecedented rate. at an unprecedented rate. 
The TPA and Nickel programs are all but The TPA and Nickel programs are all but 
completed for design. completed for design. 
New construction delivery methods such as New construction delivery methods such as 
Design Design --Build are stretching existing WSDOT Build are stretching existing WSDOT 
resourcesresources
Multiple MegaMultiple Mega--Projects are on the horizon Projects are on the horizon 
throughout the state. throughout the state. 
The gap between The gap between ““institutional CA institutional CA 
knowledgeknowledge”” and evolving skill sets is and evolving skill sets is 
increasing.increasing.
Shortage of entry level  WSDOT technicians Shortage of entry level  WSDOT technicians 
that typically perform the daythat typically perform the day--toto--day day 
construction field work, testing, and oversight.construction field work, testing, and oversight.
The Consultant community has both CA The Consultant community has both CA 
expertise and capacityexpertise and capacity
WSDOT CA traditionally in house WSDOT CA traditionally in house 

Major causes for current process Major causes for current process 
performanceperformance (the opportunity):(the opportunity):
WSDOTWSDOT

Administration and capacity to deliver the Administration and capacity to deliver the 
construction program.  construction program.  
Increased stewardship of public funds. Increased stewardship of public funds. 
Improve results at less cost and more Improve results at less cost and more 
expediently expediently 
WSDOT WSDOT ““strong ownerstrong owner”” role in the CA delivery.role in the CA delivery.
Legal and policy requirements are fulfilled.Legal and policy requirements are fulfilled.
CA risks are managedCA risks are managed——security, strong owner, security, strong owner, 
resource augmentationresource augmentation

ACECACEC
Transition and tool up (or re tool) for CA Transition and tool up (or re tool) for CA 
services.services.
Underutilized regional consultant capacity.Underutilized regional consultant capacity.
Lost intellectual capacity on WSDOT projects Lost intellectual capacity on WSDOT projects 
Reduce overhead by redeploying design staff to Reduce overhead by redeploying design staff to 
CACA
Increased development of consultant staff Increased development of consultant staff 
resources and resources and ““institutional memoryinstitutional memory”” on on 
WSDOT project delivery.WSDOT project delivery.
Vested regionallyVested regionally——improve the efficiency, improve the efficiency, 
delivery, response, and product delivery, response, and product ““qualityquality”” of of 
consultant services. consultant services. 
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The Change RecommendationThe Change Recommendation

•• Review Review the restraints and constraints to contracting out CA services:  the restraints and constraints to contracting out CA services:  a) a) 
Statutory and regulatory b) Business models c) Cultural d) UnionStatutory and regulatory b) Business models c) Cultural d) Union

•• Research, evaluate, and leverageResearch, evaluate, and leverage other successful CA contracting processes other successful CA contracting processes 
•• Assess and leverageAssess and leverage ““layeredlayered”” WSDOT Project Office experienceWSDOT Project Office experience
•• ReviseRevise WSDOTWSDOT’’s policies and procedures to encourage the use of s policies and procedures to encourage the use of 

Consultants in the delivery of CA servicesConsultants in the delivery of CA services
•• Make it policy:Make it policy: recommend that the use of Consultants fills a public recommend that the use of Consultants fills a public 

necessity and is needed for WSDOT necessity and is needed for WSDOT 
•• Make change happen:Make change happen: Rethink perceptions and misperceptions about Rethink perceptions and misperceptions about 

Consultants on CA . Address the continued misConsultants on CA . Address the continued mis--understanding of the understanding of the 
Consultant business model. Foster Consultant training and certifConsultant business model. Foster Consultant training and certification.ication.

•• Change by leading:Change by leading: cultural change must originate, be championed, and cultural change must originate, be championed, and 
celebrated at the highest levels of the organizations involved.celebrated at the highest levels of the organizations involved.
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Making Change HappenMaking Change Happen——
Benefits and StakeholdersBenefits and Stakeholders

Why proposed change will result in Why proposed change will result in 
improved performanceimproved performance ((Benefits): Benefits): 

–– ImprovesImproves WSDOT/ACEC relationships.WSDOT/ACEC relationships.
–– AchievesAchieves WSDOT workload balancing. WSDOT workload balancing. 
–– IncreasesIncreases the consultantthe consultant’’s resource base of s resource base of 

WSDOT program and project specific CA WSDOT program and project specific CA 
expertiseexpertise

–– IncreasesIncreases WSDOT stewardship of public WSDOT stewardship of public 
funds funds 

–– Potentially reducesPotentially reduces costs for construction costs for construction 
related claimsrelated claims

–– ImprovesImproves public clarity in how projects public clarity in how projects 
move to ribbon cutting.move to ribbon cutting.

–– ImprovesImproves ““product qualityproduct quality”” through through 
consistency and continuity in CA teamsconsistency and continuity in CA teams

–– LeveragesLeverages institutional CA institutional CA ““knowledgeknowledge”” to to 
produces desirable and repeatable resultsproduces desirable and repeatable results

Stakeholders:Stakeholders:
–– WSDOT WSDOT 

•• Governor/Governor/ WSDOTWSDOT Secretary  Secretary  (P. (P. 
Hammond)Hammond)

•• Deputy Secretary (UCO)Deputy Secretary (UCO) (D. Dye)(D. Dye)
•• Construction Programs Construction Programs (L. Laird)(L. Laird)
•• Chief EngineerChief Engineer ( Jerry Lenzi)( Jerry Lenzi)
•• CoCo--chair ACEC/WSDOT Liaison chair ACEC/WSDOT Liaison 

Committee Committee (D. Nelson)(D. Nelson)
•• Finance Administration Finance Administration (B. Ford)(B. Ford)
•• Audit OfficeAudit Office (S. McKerny)(S. McKerny)
•• Consultant ProgramsConsultant Programs (M. Kane)(M. Kane)
•• Materials LabMaterials Lab (Tom Baker)(Tom Baker)
•• Risk ManagerRisk Manager (John Milton)(John Milton)
•• IT IT (Grant Rhodes)(Grant Rhodes)
•• Project EngineersProject Engineers

–– ACECACEC
•• CoCo--chair ACEC/WSDOT Liaison chair ACEC/WSDOT Liaison 

Committee Committee (Denny Ingham (Denny Ingham --HW Lochner)HW Lochner)
•• ACEC Director ACEC Director (B. Garrity)(B. Garrity)

–– Others:Others:
•• Association of General Contractors (AGC)Association of General Contractors (AGC)
•• Insurance industryInsurance industry
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Feedback/CommentsFeedback/Comments

•• What do you think?What do you think?
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Change Recommendation:Change Recommendation:

Establish a Project Definition PhaseEstablish a Project Definition Phase

Currently:Currently:

•• Projects are defined and estimated prior Projects are defined and estimated prior 
to PE funding appropriation.to PE funding appropriation.

•• PE is funded, then the real work of PE is funded, then the real work of 
preliminary design happenspreliminary design happens
–– More info, better decisionsMore info, better decisions

–– Better estimateBetter estimate
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What Is The Problem?What Is The Problem?

Estimates requested before funding is Estimates requested before funding is 
available to produce a good estimateavailable to produce a good estimate

WSDOT is then measured against those WSDOT is then measured against those 
early estimatesearly estimates

Subsequent (adequate) funding requests Subsequent (adequate) funding requests 
are perceived as cost overruns, poor are perceived as cost overruns, poor 
engineeringengineering

As stakeholder needs emerge, scope creep As stakeholder needs emerge, scope creep 
takes placetakes place
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The Change RecommendationThe Change Recommendation

•• RequestRequest that a separate Project Definition that a separate Project Definition 
phase is funded for selected (new) large, phase is funded for selected (new) large, 
complex projectscomplex projects

•• WaitWait until adequate Project Definition is done, until adequate Project Definition is done, 
then requestthen request funding for PE, RW, CNfunding for PE, RW, CN

•• RequiresRequires researchresearch into federal  and state into federal  and state 
policies and statutespolicies and statutes

•• Requires buyRequires buy--inin by WSDOT, Consultant to by WSDOT, Consultant to 
adequately and accurately scope projectsadequately and accurately scope projects
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BenefitsBenefits

•• ImprovesImproves decision making when itdecision making when it’’s time to s time to 
fund the projectfund the project

•• ImprovesImproves WSDOT, Consultant credibilityWSDOT, Consultant credibility
•• ImprovesImproves project qualityproject quality
•• ReducesReduces scope creepscope creep
•• AllowsAllows WSDOT and Consultant to more WSDOT and Consultant to more 

accurately estimate task scopes of workaccurately estimate task scopes of work
•• AllowsAllows better measurement of performancebetter measurement of performance
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Feedback/CommentsFeedback/Comments

•• What do you think?What do you think?
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Change Recommendation:Change Recommendation:

Resource Agencies and Resource Agencies and 
the EIS processthe EIS process

Explore and implement Explore and implement NEWNEW ways to ways to 
build relationships and establish a build relationships and establish a 
collaborative process  which both collaborative process  which both 
supports environmental stewardships and supports environmental stewardships and 
meets our accountability to the public for meets our accountability to the public for 
budget and schedule.budget and schedule.
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The Problem? The Problem? ––the opportunity!the opportunity!

The ProblemThe Problem (Opportunity):(Opportunity):
•• Often engineers, designers and scientists are Often engineers, designers and scientists are 

asked to provide detailed and precise asked to provide detailed and precise 
estimates of impacted resources as well as the estimates of impacted resources as well as the 
consequences of those impacts. consequences of those impacts. 

•• The The ““detailsdetails”” reach far beyond the reach far beyond the 
engineering work done and what is needed to engineering work done and what is needed to 
provide a solid basis for the assumptions provide a solid basis for the assumptions 
made. made. 

•• Resource agencies (importantly) are Resource agencies (importantly) are notnot
obligated (by law or agreement) to meet obligated (by law or agreement) to meet 
project schedules and thus have no direct project schedules and thus have no direct 
accountability to the sponsor for problems accountability to the sponsor for problems 
that result from delays. that result from delays. 

•• Transportation sponsors and resource Transportation sponsors and resource 
agencies have different underlying needs and agencies have different underlying needs and 
purposes. They exist for different reasons and purposes. They exist for different reasons and 
have clear but different mandates. have clear but different mandates. 

•• These differences cause unnecessary conflict These differences cause unnecessary conflict 
late in design, often culminating in the need late in design, often culminating in the need 
for a sponsor to rework project elements or for a sponsor to rework project elements or 
resubmit specific documentation. resubmit specific documentation. 

•• This rework and resubmission often result in This rework and resubmission often result in 
schedule delays, cost increases, strained schedule delays, cost increases, strained 
relationships and, ultimately, loss of public relationships and, ultimately, loss of public 
trust and goodwill.trust and goodwill.

Major causes for current process Major causes for current process 
performanceperformance (the opportunity):(the opportunity):

•• Lack of clarity as to what specific information, Lack of clarity as to what specific information, 
in what form, is required to make a permit in what form, is required to make a permit 
decision or approval. decision or approval. 

•• Required Required ““informationinformation”” is perceived to change.is perceived to change.

•• Few laws set strict limits on the amount of time Few laws set strict limits on the amount of time 
resource agencies have to process applications. resource agencies have to process applications. 

•• Performance measures related to meeting Performance measures related to meeting 
sponsor schedules are not tied to funding. sponsor schedules are not tied to funding. 

•• Personnel on both sides treat encounters as Personnel on both sides treat encounters as 
positional negotiations.positional negotiations.

•• Sponsors often feel pressured to agree to Sponsors often feel pressured to agree to 
resource agency requests to keep on schedule.resource agency requests to keep on schedule.

•• Time to process applications often erodes the Time to process applications often erodes the 
sponsorsponsor’’s ability to negotiate fairly with third s ability to negotiate fairly with third 
parties. parties. 
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The Change RecommendationThe Change Recommendation

•• Tie fundingTie funding of Liaison programs to performance in meeting schedule deliveraof Liaison programs to performance in meeting schedule deliverables.bles.

•• Clarify expectationsClarify expectations of all parties regarding the specific information (and form of of all parties regarding the specific information (and form of that that 
information) required to make a permit decision or approval.information) required to make a permit decision or approval.

•• Create a senseCreate a sense of purpose and urgency for change among all agencies.of purpose and urgency for change among all agencies.

•• SearchSearch for and include in discussions, champions from the state Legislfor and include in discussions, champions from the state Legislature and ature and 
Congress that have the power to effect broad change.Congress that have the power to effect broad change.

•• Clarify the boundariesClarify the boundaries of resource agencyof resource agency’’s authorities and DOT obligations.s authorities and DOT obligations.

•• Clarify expectationsClarify expectations of all parties regarding the specific information (and form of of all parties regarding the specific information (and form of that that 
information) required to access impacts within context of NEPA ainformation) required to access impacts within context of NEPA and make a permit nd make a permit 
decision or approval.decision or approval.

•• Measure and reportMeasure and report on progress (related to DOT budget and schedule) for changes on progress (related to DOT budget and schedule) for changes 
implemented.implemented.

•• Make changesMake changes a clear part of laws and agency guidance.a clear part of laws and agency guidance.

•• Use a stepwise approachUse a stepwise approach at implementation of recommendations as resources are limited at implementation of recommendations as resources are limited 
on all sides.on all sides.

•• Set and reportSet and report on longon long--term performance. Tie dollars to performance in that report.term performance. Tie dollars to performance in that report.
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Making Change HappenMaking Change Happen——
Benefits and StakeholdersBenefits and Stakeholders

Why proposed change will result in Why proposed change will result in 
improved performanceimproved performance ((Benefits): Benefits): 

–– Improves Improves safety and working towards safety and working towards 
reducing traffic congestion is less time. reducing traffic congestion is less time. 

–– Better meetBetter meet agreed to mutual agreed to mutual 
expectations in early phases. expectations in early phases. 

–– Builds Builds better relationships with resource better relationships with resource 
agencies and credibility with the public. agencies and credibility with the public. 

–– Reduces Reduces costs to both the resource costs to both the resource 
agencies and transportation project agencies and transportation project 
sponsorssponsors

–– Establishes Establishes a more effective a more effective 
governmental process and improved governmental process and improved 
public credibility potentially leading to public credibility potentially leading to 
an increase in public funding.an increase in public funding.

Stakeholders:Stakeholders:

–– WSDOTWSDOT: specifically the : specifically the 
Environmental Services, regional Environmental Services, regional 
Environmental, and Design Offices Environmental, and Design Offices 
Management, and the PEManagement, and the PE’’s in charge s in charge 
of the projects.of the projects.

–– State and FederalState and Federal resource agencies resource agencies 
who review and approve who review and approve 
environmental documents and who environmental documents and who 
routinely issue permits or approvals to routinely issue permits or approvals to 
the WSDOT.the WSDOT.
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The Basis of the IssueThe Basis of the Issue--Time and Time and 
MoneyMoney

20Martin

0

50

100

150

200

250

300

1998 1999 2000 2001 2002 2003 2004 2005 2006 2007

NMFS
USFWS

Average Informal 
Consultation Time

1998-2007

0

100

200

300

400

500

600

1998 1999 2000 2001 2002 2003 2004 2005 2006 2007

NMFS
USFWS

Average Formal 
Consultation Time

1998-2007

MAP Team - Corps and Ecology Individual 
Permit Processing Timelines by Year

281

323 314

216

253248

355

277

0

50

100

150

200

250

300

350

400

450

Average  2004  2005  2006  2007

D
ay

s

Ecology The Corps

Corps - 11
Ecology - 14

No Individual 
Permits w ere 

issued

Corps - 5
Ecology - 5

Corps - 3
Ecology - 4

Corps - 3
Ecology - 5

MAP Team - Corps NWP and Ecology 
Processing Timelines by Year

126
137

69
78

84
74

85 87 88

190

0

20

40

60

80

100

120

140

160

180

200

Average  2004  2005  2006  2007

D
ay

s
Ecology The Corps

Corps - 6
Ecology - 4

Corps - 10
Ecology - 8

Corps - 2
Ecology - 1

Corps - 11
Ecology - 6

Corps - 29
Ecology - 19

Lines show 
statutory
timeframes

The average 
monthly expense
of a simple safety 
project is about 
$25,000 per month



Feedback/CommentsFeedback/Comments

•• What do you think?What do you think?
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Change Recommendation:Change Recommendation:

Standard Specifications AlignmentStandard Specifications Alignment

Revising the Standard Plans and Standard  Revising the Standard Plans and Standard  
Items to correspond with the Standard Items to correspond with the Standard 
Specifications.Specifications.
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The Problem? The Problem? ––the opportunity!the opportunity!

The ProblemThe Problem (Opportunity):(Opportunity):

•• Standard items numbers have Standard items numbers have 
no intuitive meaning to users. no intuitive meaning to users. 
For example For example ““3090 Catch Basin 3090 Catch Basin 
Type 1Type 1””

•• Standard Plan BStandard Plan B--5.205.20--00 is 00 is 
reference for reference for ““Catch Basin Type Catch Basin Type 
11””. There is no correlation with . There is no correlation with 
the Standard Specifications.the Standard Specifications.

Major causes for current Major causes for current 
process performanceprocess performance (the (the 
opportunity):opportunity):

WSDOTWSDOT
Data base tracking. Data base tracking. 

EbaseEbase

ACECACEC
Adapted to way things have always Adapted to way things have always 
been.been.
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The Change RecommendationThe Change Recommendation

•• RenumberRenumber Standard Item Standard Item 
–– ““3090 Catch Basin Type 13090 Catch Basin Type 1”” would be would be ““77--05.3090 Catch Basin Type 05.3090 Catch Basin Type 

11”” where the 7where the 7--05 refers to Section 705 refers to Section 7--05 Manholes, Inlets, Catch 05 Manholes, Inlets, Catch 
Basins, and Drywells of the Standard Specification. Basins, and Drywells of the Standard Specification. 

•• OrganizeOrganize the Standard Plan in according to the Standard the Standard Plan in according to the Standard 
Specification.Specification.
–– For example Standard Plan BFor example Standard Plan B--5.205.20--00 could be 700 could be 7--05.XXX .05.XXX .

24Rick D



25Rick D



26Rick D



Making Change HappenMaking Change Happen——
Benefits and StakeholdersBenefits and Stakeholders

Why proposed change will Why proposed change will 
result in improved result in improved 
performanceperformance ((Benefits): Benefits): 
–– Improves efficiency Improves efficiency 

–– Employee Training  Employee Training  
Opportunity Opportunity 

–– Design Design vsvs ConstructionConstruction

Stakeholders:Stakeholders:

–– WSDOT WSDOT 

–– ACECACEC

–– ContractorsContractors
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Feedback/CommentsFeedback/Comments

•• What do you think?What do you think?
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Setting The Project Delivery Task Setting The Project Delivery Task 
Force priorities:Force priorities:

Topics that improve:Topics that improve:
CostsCosts
Delivery timeDelivery time
Public perceptionsPublic perceptions

Priority:Priority:
MONEYMONEY
TIMETIME
UNCERTAINIYUNCERTAINIY
PUBLIC PUBLIC 
CREDIBILITYCREDIBILITY
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Note: The shaded four (4) priorities presented at June 2008 WSDOT/ACEC Annual Meeting
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Comments/Options

* 1 Construction Administration and Delivery 
to be rethought 

3 3 3 3 Get out in front/new model

Audit Process (e.g. POS) 1 1 2 3 Engage Audit people earlier

Process burdens mounting (e.g. Delivery, 
Records, financial and legal) 3 3 3 3 Joint training on key processes

DOT resource base, competencies & 
capacity to deliver are unclear. 2 3 2 2

* Varying business models and lack of 
understanding 3 3 3 3 Document 'Business Models' and compare 

nuances
Consistency in the role of consultants and 
then lack of use of consultants is tied to 
"programming" their use.

2 2 1 0

Taking out of context the way consultant 
costs are developed results in misperception 
that it’s a "high" cost

2 2 0 1

No "WSDOT" overhead bucket…WSDOT 
down time gets charged to line items 

3 1 2 3 Budgeting process

Consultant use of Principals for QA is 
compromised by Consultant business model 1 3 3 2 Awareness/make contracts more specific 

and accountable

Lack of shared training…..e.g. system and 
philosophies. Not in the SPMG effort. 2 2 2 2 Shared trainings--e.g.. guide/direct on what 

is required vis-à-vis optional.
Planning for and setting up contingency in 
consultant budgets (e.g. MRF)

2 2 2 1 Budget

* 3
"Tail wags the dog" in the EIS process as 
to design expectations and required high 
level of detail 

3 3 3 3
Sets undue expectations with very little 
design effort to support them (often less 
than  5%)

* 3 Resource Agency scheduling, priorities 
and accountability

3 3 3 2

MPD process lacking "team" culture.  Need 
more "inclusive" language in consultant 
agreements and both WSDOT and 
consultant need to have meaningful roles for 

3 3 2 0 Good intentions but culture throughout 
WSDOT organization is lacking.

"Arms length" regulations and process 
prevents "teaming" WSDOT and Consultant. 2 2 1 3 Need to better articulate authority, speed to 

notice to proceed, etc.
Reality overstated as to commitments and 
time to process consultant engagement. 2 2 2 0 Empower discussion @ the lowest level

Lessons learned from On-call, GEC need to 
be explored

2 3 2 0

Scoping has different meanings in different 
venues-- results in duplicative efforts

2 2 2 0

This is a function of the Project summary 
(e.g. Environmental overview)+Project 
Design Decision Documentation + Project 
Definition.

* 2
Current process for scoping and line item 
budgets sets unrealistic expectations for 
the long haul.

3 3 3 3
Need to explore opportunities for a 
separate line item for scoping phase (e.g. 
Pierce County Model)

Mike Mariano, Rick Smith

Tom McDonald, Lisa Reid, Martin 
Palmer

John Villager, Martin Palmer

Terry Paananen, Scott Williams, 
Glenn Wagemann

Assigned 
PD Task Force 

Leads

Topics affecting our collective ability to meet political, public, and business expectations for 
delivering transportation infrastructure and services?

Mike Mariano, Scott Williams, 
Kirk Berg, Doyle Dilley
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Project DeliveryProject Delivery----
Work Session ClosureWork Session Closure

•• Objectives Met?Objectives Met?
•• Change Recommendations affirmed?Change Recommendations affirmed?
•• New topics generated?New topics generated?
•• Priorities set?Priorities set?
•• Action Items assigned?Action Items assigned?
•• Group assessment of work session value?Group assessment of work session value?

–– Thumbs downThumbs down–– Wasted timeWasted time

–– Thumbs sidewiseThumbs sidewise–– OkOk

–– Thumbs upThumbs up——Positive experiencePositive experience
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